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ABSTRACT 



This survey summarizes the experience of nine 
growing British companies which have introduced effective 
face-to-tace comnunica tion by using a system of briefing groups. A 
briefing group is one which is called together regularly in order 
that company decisions and the reasons behind them may be explained 
to employees at all levels. The objective of such a group is to 
convey understanding of a communication to every employee through 
face-to-face contact with his supervisor. Each manager is responsible 
tor communication to the people he supervises. To avoid distortion of 
the most important information, a written brief is frequently issued 
as a support. Briefings occur once a month and last from 15 minutes 
to half an hour. Groups vary from 6 to 20 in most of the nine 
companies. (CK) 
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INTRODUCTION 



Companies of all sizes throughout- British industry arc becoming 
more non nor tied with thoir coirmun leal I. ons structures and with the 
problems of improving those structures . As managers como to realise 
that MioJr cmpJ oyees cannot bo comtni I rod ro the ob.Jccl.ivos of an 
organisation without knowing why thoy aro doinr thoir .Jobs, the 
nonossi ty of explaining the role thoy pJay in the organisation increases 
in J inportutico • Th*s survey sumir.ar* sos t ) ^ uxpoi ior.ee of nine out of 
a gicving number of companies which Unvo introduced effective face-to- 
face communication by using a system of* briefing groups. Some of 
those companies were helped by the Industrial Society to develop their 
briefing system, others developed it i ndepondont 1 y . 

The survey is not directly nnnrenind with upward romnmiii rut j on 
and consult at. ion which need to bo dealt, with separately. 
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BRIEFING GROUP S 



13 o f i nj 1 1 on 

A briefing group is a group which is cabled together regularly and 
consistently In order that derisions, policies and the reasons for 
i >10111 f both at company and depart menta J levels, may be explained to 
people . Those briefed comnimiicato in turn to their own briefing 
group s o that information is systematically passed down the manage** 
mont lino in a number of intojl orking steps. For example ^ 

Director/senior managor H.O.D.S. Supervi sors Employees 

Ob.j on < i vo 

To rom r oy understanding of a communication to every employee through 
face to Taco contact with his supervisor. 



The chief benefits to be attained from using briofing groups may 
be stated as follows: •• 

1 . Because* briefing is face to faco communication, it allows 
questions to ho asked and discussions to take place, and therefore 
bettor undm standing to be achieved. 

It Is a means of rapid downward communication which not only 
takes loss management time than any nthor mot hod of faco to face 
communication, but glvos bettor coverage- It gives managers a 
channel of cnmniuid nation direct to their employees « 

I. The .super vJ sor J s the first in know of decisions which have 
been taken and changes to be made Instead of being by- passed by the 
un Jen represent a t i vo . 

h . Full explanation to employees of policies and changes helps to 
win commitment to the organisation and this loads to higher 
pr odu c 1 1 v 1 t y « 

5 . Trade union and er.ipl oyoe roprosonfati vgh arc ablo to ploy 
their propot' roh^ in the organisation structure; that of upward 
communication on subjects affootJng employees, and downward 
nnmmtini cat \ on of union views, rather than the presentation of 
management 3 point of view. 

6 . Tho reasons for a decision or rlianga will bo clearly under- 
stood to be those of management and not the view of trade union or 
grn pe\ j ne . 

?. Briefing overcomes barriers to cormmin J <:a t i on , such as 
distortion through sovoial levels and keeping back information. 

H, The questions asked give f«nd back, frequently show unfore- 
seen problems and enable management to receive suggestions. 

9 * Briefing motivates people as a gionp and encourages Involve- 
ment at all levels in an organ! sat ion « 
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These benefits can only be achieved if: 

a) managers ere not only committed to briefing, but are seen to 
be committed; 

b) all those who actually run a briefing group are adequately 
trained in communicating In this way and 

c) the system is operated on a continuing basis. 

It will not operate itself, it must be activated by managers... 
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EXAMPLE 1 



This Company is a paper manufacturer' p) od:u ing high-quality and 
noatcd papers . \ 1 has sevftjal ra.l ati rely small works spread over 

the Ifni ted Kingdom. Those consist of 12 paper mills. 1 6 factories, 
and 17 sales offices. The Company has a total of ^">,000 employees. 
1 500 of whom are at the mill described »n this example. 

1 ) Rospons i bl 11 ty for Communicatio n 

Each mill, within group policy limitations, is responsible 
for its own communications. This flexibility is extended to 
departments within mills, within the structure of mill rules. 

Thus, in departments where it is simp! o to stop the job. tins 
is dime, while j.n departments which cannot be stopped, oriofing 
takes place when the machines ace running smoothly. All Managers 
therefore nro res [ions i b 1 e for their own c ommwn Lr a t i ons . 

2 ) Reasons for Introducing briefing Groups 

Th i s example describes one of* t he mills. Though regular 
meetings wore hold before briefing' groups wove initiated, a 
need for improved communication was identified. briefing appeared 
to rill 1 he need for downward communication and was introduced into 
Inis mi 1.1 in 1968 of tor a visit by .iohn Garnett , Director of' 'The 
Jink* s trial Society. 

'} ) P rocedure f ur briefing 

Mill Managers ur« called to Hoad Office in London regularly 
in ordoi to be briefed. Afterwards ench lolurns In his unit and 
passes on ns much of what was briefed ns he thinks his Managers 
require or would like to know. ; 

In this mill., the Managor briefs his Heads of Departments 
weekly. Aft 02 ’ this mooting they may or may not call their own 
groups together as they son fit- Tho Hands of Departments' 
briefing gt mips include Supervisors and Foremen; Foremen's groups 
rovci nil tho men in their shift unloss there are more than 2^, 
in which case charge-hand groups aro forinod. 

briefing also takes place within specialities. Personnel 
Manage! s or Managers of Technical Departments ate occasionally 
♦ailed to London or , at mill levol . tho Genera) Manage; briefs 
n certain grnaa on metiers affoc'titig only thorn. 

^ ) Fj oquonoy and Duration 

The toad Office briefings for Mil) and Divisional Managers 
ai e monthly, while specialist briefings are bold once every tin eo 
nion 1 hs . 

H f 1 1 hi n the mill. Heads of Departments are briefed weekly and 
most men are briefed twice in every 1 hroo weeks. The grade 
meet tugs at milt level of foreman, w'ork study nr technical 
people occur about twice h year. 




Group policy stains I ha t tho; o should ho four bi i ofj n f ,s 
per year but 1 he mi 11 demands that a minimum of six should be 
hold IV only the minimum V iguros am used I he meol i ngs are 
regular, but if they are to bo ruoro fj oqnont i hoy are held as 
s s necessary. 

London briefing' have no t i mo 1 i m i 1 and last as long as 
is required. There is no group policy hut tile mill gives 10 to 30 
or more minutes as required, hI shop floor level, ami rhe General 
Manager's briefing Lasts from 5 minutes \ o ,? hours or more, 
depending on tho complexity and number of subjects. 

3 ) Special Problems 

A three shift system is wovkod by this Company with 1 ho 
sh i ft changing weekly. The night shift Foroman Is briofnd by 
the Foreman on tho previous shift unless there Is something 
urgont to ho r omtnmii ca I ed , in which case the night shift 
Foreman in celled in during the day, or a Manager' stays lato. 

Foremen urn trained in cninrmm I cat 1 nna vhon il is found to 
lie necessary. All foremen are trained as supervisors. 

6 ) O p i n J on 

Tho men appreciated boing informed about tho Company a/iu 
thought that they were now told much more than before the system 
was ini I’oducnd, 

7 ) G rou p Si ao 

Thoro arc I,*! - 20 people in n briefing group, 

H ) _S iirro3sfnl Hrie f 

When tho Government introduced its Gainings related 
sickness bonof i t scheme, tho Company s own schome was d i sr on 1 J in* ed 
as it was no longer economically viable. This was not o popular 
decision, but was carefully o/.plnined through briefing groups. 
Suggestions for alternative schemes wore a.skod for and received. 
Lit Me trouble was encountered ns n result of the explaining that, 
was done , 




EXAMPLE 2 



Tliis is a small Company which services Arrhi I pets officer uiih 
informal inn on manufat furors prodm*. Is - There are 102 enp 1 ■ >\ '» ■;» s . 
most of whom arc spj ead nvor Great Britain and Northern ii eland. 

Each of tho field staff has a rar in whirl*. ho travel from off ire 
I n u f f ire. 

1 ) Res po ns i b 3 1 i ty for C ommnn i c a t i on 

In a Company of this size 1 ho Manager can us«ia3*y see each 
employee poj serially , The dispersion of employees makes this 
extremely difficult so it is norossHj y to have all Supervisors 
: ospons i bio for cummuni re t i ng in their* groups. 

2 ) Reasons fm Intro d ucing Bri e fin g Orm t ps 

The Company started briefing about eight years ago. 

Subsequently The Industrial Society had an influence on the si/e 
of the groups winch aro bi iofod, which has now been rcdiu ti! to 
about ten, Tho reason for starting was to give the field si aft 
a broader view of where they fitted into the Company, an** how i ho 
Company fit tod into tho industry if servos . 

3 ) Procedu re for B r iefin g 

There is a field staff of 7 r i » 60 uf whom are Service* Girls 
ana 1 j of whom are Salesmen. Each group of 5 to 7 people have a 
fiold manager. Tho> are aLl brought, to London on the last. Friday 
of oHf.li month. They usually arrive an Thursday evening and they 
moot, their managers and colleagues over fir inks for informal 
;t l or w a h 1 ons . 

At 9 o id oi'.k t he next, morning the whole of t he Company meets 
either to watch a film 01 t .0 hear >. folk on a subject which is of 
int ei o.st not necessarily diiooljy connected with the bust nos s. 

This lasts t'oi a ppr ox i mn t, e l y 1 . hour. 

This is followed by tho Round Robin which lasts approximately 
35 minntos. Tho Round Robin is tho tr;m briefing and during it 
the department managers ctrailftto to tho groups of poopie explaining 
the highJi ghts and Inwltghts of tho provJous month and pi ojocl i ops 
f or the coming month. 

Then there is an hour and a half of Refresher Training, which 
Is mostly done on a quest Inn end answer basis. 

During the afternoon the ponplo moot with their regional 
managors in small groups? A meeting of this kind also lakes place 
in each region in the middle of tho month. Tilts allows any problems 
to be discussed and any Important information to be briefed 

h ) Fr equency and Din-all on 

Briefings are hold monthly both at Hoad Office and In the 
field. Thun, each person is briefed at fortnightly intervals 
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The Head Office briefing lasts for a full day, with each 
section of the briefing taking about one hour. Regional 
briefings are much shorter and only take as long as is necessary. 

5 ) S pecial Probl ems 

The geographical distribution of employees makes commnni • 
cation very difficult, especially as they are all mobile. The 
tendency for the individual to become detached from the objective 
of the Company is overcome very well. 

6 ) Opinion 

Most people thought that briefing was very useful and the 
trip to London was appreciated as they were able to meet ouch 
other. Some disliked the Round Robin* and would have preferred 
to move from department to department to actually seo what was 
being done. This was apparently once done. 

7 ) Group Size 

There arc from 4-7 people in oaoh group. 

8 ) Successful brief 



There have boon no outstandingly successful brief:. . is all 
changes are briefed it is difficult to say what the effect would 
have been if they wore not. Even the reasons behind dismissals 
are briefed. 



EXAMPLE 3 



This Company is a printer by lithography and letterpress, owning 
two velL known presses. There are two works and the Company has 
a total of 700 employees, 230 of whom are at the w'orks described 
in this example, 

1 ) Responsibility for Communicati 0.1 



Each Works is responsible for its own communications and 
any communication direct from H^ad Office to employees is avoided 
because thj units do not want their workers looking to the Head 
Office man as the boss. 

Within the Works each Manager is responsible for communication 
within his department. 

2 ) Peasons for Introducing Bri e fing Groups 

Briefing was started in 1965 when the Works moved it 9 site 
and doubled its staff. The idea of briefing groups earn© from an 
Tndvistiia). Society course. It was realised that to carry out so 
much change, vithoui staffing problems or strikes, would require 
a 9 opb i s f tea tod communications* system. Much training was to be 
done and briefing helped with this. Most employees had grown up 
with the Eiriii so changes neoced to bo especially well explained 
to them. 

3 ) Procedure for Briefing 



The Works Director briefs his Managers who then brief whoir 
Ovoisoors. The Overseers briof the operators. 

The 1*0 are ni no Managors, so groups tend to bo fairly small. 
\nyono with Supervisory authority tnay initiate a briefing and 
the result of this is more frequent, briefings than would other- 
wise take place. 

Fathers of Chapel are briefed with the men on matters outside 
the Union sphore, and before the men on matters within the Union 
sphere. In the latter case, the FOCs are given time to return to 
their groups before the men are briefed. This helps ensure that 
the same Information i9 given to everyone. 

Dr i of ing takes place, in a quiet area close to the 9hop floor, 
but not usually on it, end widely dispersed groups such *9 oilers, 
fitters, and cleanerr are brought together monthly for briefing. 

** ) Frequency and Duration 

When briefing was started there were two briefings every 
three months, but it was found that there was sometimes nothing 
to brief and a subject had to be produced. On those occasions it 
varf gom.d that briefing felt flat, so now there are only briefings 
when natural subjects arise. As anyone with Supervisory authority 
may call his group together, most men are briefed once every six 
week? on average. 
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There is usually no set time for briefing, nor is there a 
predetermined duration. A subject must bo briefed ’before the 
end of the week" or "withi a two days 1 '. The length of time which 
Is taken to brief is fairly short but is allowed to br extended 
If necessary* On importan ; occasions times ate set. 

In the future, accounts information ni.ty be briefed. This 
would cause briefing groups to be called more frequently. 

5 ) Special Problems 

Shifts overlap by 15 minutes in the afternoon so it is 
difficult to brief news to the second sl*Lft. The grapevine 
tends to work first. 

6 ) Opi n i on 

Briefing groups were thought to bo very useful and thore 
worn few criticisms. Many thought that information on orders 
would be useful so that longer notice of overtime could be given. 

7 ) ftr on p Si ze 

There are 15 *♦ 25 poop. - in a brloflng group. 

«l ) Si iccesaful. Brlof 



The Management decided to brief Its attitudo to tho 
recognised Trade Uni ons (NGA. SOGAT . SLADE. AEF). They said 
that omployeos should not only belong to a Trade Union but 
should be active within their Union by attonding Branch 
meetings and becoming Union officials. The result was much 
improved relations with Trade Unions. 
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EXAMPLE h 



This Company is a large retailer with 12 Pi'* i si oils throughout the 
United Kingdom, There are about 20 stores in each Division, The 
Company has T2,000 employees, TOO of whom p.ro at the store 
described in this example. 

1 ) R esponsibility for Commuaicatl or. 

Stores ha ve always been responsible for training their own 
staff. Head Office introduced training sessions to improve 
training uniformly. Due to the type of business, the training 
includes much information, wnir.h is suitable for briefing and it 
is disseminated through small groups. Head Office is Lho initiator 
of most subjects which are briefed. 

2 ) Rea sons for Introducing bri e fing Groups 

In 1965 , although stores were closoly controlled by Head 
Office, the accent on productivity mado off-the job training and 
enmmuni nation difficult to arrange . At the same time, as the 
business grew, it became increasingly difficult to roly on 
personal r.omamiilcaj ion of information. The Company therefore 
developed a pattern of systematj<; communica t i ons based on 
conti nn one training. 

3 ) Procedure for Briefing 

Managers aro briefed at Hoad Office, at the Divisional Offiro, 
or at the store by visiting Divisional staff. Those Managers then 
brief Supervisors, who brief the sales staff. The Staff Manageress 
a) ranges the training within each store. 

Subjects for briefing often arrivo by iottor but may ue added 
to as a result of visits to Divisional Offices, or by 1 lip visits of 
DivJsonal Officers. As these Officers aro frequently at ilead Office 
they inform blanches of many new decisions, policies or instructions. 

Managers or specialist staff ofton visit the Divisional Office 
or they may bo tailed there at the Superintendent's discretion. All 
of this gives a fairly thorough channel of communication to and from 
Head Office. 

) Frequency and Duration 

All stores open half an hour later than the usual time onco 
a week During the half hour the training session takes place. 

Managors are briefed in London twice a year usually before 
the seasonal merchandise changes. Divisional meetings take place 
about threo times oAjh year. These meetings have no fixed time limit. 

3 ) Special Problems 

The major problem is dispersion with o high degree of 
centralised management. This Is overcome by the continual 
movement of Divisional staff between Head Office and the stores. 

1 o 
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6 ) Opini on 

Staff thought that e ummuni cations wore extremely good 
nd that most questions werfl answered beforo they wore asked, 
ome older staff disliked having training material continuously 
repeated , No-one could think of anything more that they would 
ha vo liked to know, 

7 ) Grovip Size 

There aro usually 5 ■ 13 girls in each group. 

8 ) Success of Briefing System 

No notable succosses of individual briofings woro 
mentioned but this was hardly surprising as the company has 
always boon good in the field of communications . 

The success of the system is however reflected in the 
increased number of effective •trainers', particularly at 
supervisory level, and in the high quality of service by the 
sales staff, 
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EXAMPLE 5 



This Company is a large manut’actm or of mol nr vehiclos. parts, 
marine and industrial engines, and industrial gas turbines, it 
is organised in divisions. There are 188,000 employees in the 
group, « 700 of whom arc employed at the division described in 
t h f s example , 

L ) R esponsibility fox CommnnirnM on 

Ear h Manager is responsible for his own onmmiini ra t i on . 
although ho works within a well planned network, drawn up by 
the Organisation & Methods Department. 

2 ) Reasons for Introdn r ing Briefing Croup s 

Thu Company for sometime bad recognised 1 ho need to 
improve o on'mnnir at i on and combat the grapevine* but have not 
found an off entire way of doing this. In 1965 with tho hel| of 
the Industrial Society, briefing groups wore introduced in order 
to ensure information was transmitted quickly and accurately and 
everyone understood vhal ht>d boon briefed. 

3 ) Procedure for Brief j 

this Company does not brief Its operators on the shop floor, 
hut doos brief their direct superiors- The Company has looked at 
its structure very carefully end designed a voi y thorough 
briofing organi sal ion. This design could be extended to cove/ 
ovory ompl oyoo in i ho Division. 

The Divisional Dir or. tor has h group containing all the top 
Managers. Each Manager has his own group and the people who 
attend those groups arc specified in Comnninl cal i on Handbook, ns 
is the next level. Managers are fj go to include more people in 
1 he i r groups if they so wish. 



For the Divisional Director s nioe f ings, briofing notes are 
always prepared. Any senior member of a group may have notes 
reproduced at one hour’ s not ire foi dlst» ibntion at a briofing 
moo f i ng. 



N ) Frequency and Duration 



Tho handbook suggests that u btloflng should take place 
ovc-iy two necks. This is, iti fact, not adhered to, and most 
people are biiefcd om o ovoj y three to four weeks. Any Manage! 
may brief any ottpJ group or groups, and any senior member of a 
group may 1 »A 1 th* t gi oup together. The jesult Is t hat Managers 
do call their own groups together, usually about once each month. 
The rost of the briefings omannte from the Divisional Director 
who only bHefs when there is something of importance to bo 
In i of ed . 



Nc t i mu limit is placed on briefings. They may lake ns long 
as Is necessary. The time is sunnily loss than half an hour, but 
this was found to be very vaiiable between Managers. 



*> ) Special Problem 3 



Shop Stewards are briefed simultaneously to Foremen, but 
separately. Managers may write a brief to overcome shift 
problems * Some use tho Foremen of the previous shift to pass on 
the briefing, and others come in and brief the nightshift Foremen 
theme s e lvo s . 

6 ) Oplni on 



Several Supervisors thought that the Company’s system of 
communicating had greatly improved since 1965 and that they were 
better informed about their Company than people in similar 
positions in other companies. 

7 ) Group Size 

The groups are kept small, varying from about three to 
fifteen . 

8 ) Successful Bx^ief 



A major merger was successfully briefed so that the 
employees knew of It before the Pross. This apparently reduced 
anxiety and eased the problems raised by associated changes. 
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EXAMPLE 6 



This Company manufactures and distributes tobacco, cigarettes, 

( tgars and snuff. There are factories and warehouses throughout 
the U.K., Eire and Rhodesia. There are 1 >,095 employees in the 
group, 1,380 of whom are at the unit described in this example. 

1 ) Responsibility for Communication 

Managers are responsible for communication within their own 
Departments, subject to the Admi ni s tra t ion Manager who designed 
the structure for briefing. Head Office does not practice brief- 
ing and this part of the Organisation has set up its own briefing 
structure . 

2 ) Reasons for Introducing Briefing Groups 

Both Unions and Management recognised a need for improved 
communications. As a result, briefing groups were introduced 
by the Company. Subsequently, the arrangements for briefing 
wore modified after discussion with the Industrial Society. 

3 ) Procedure for Briefing 

The Factory Manager briefs Department Heads, who then brief 
Supervisors (both office and Foremen) . Employees are b.iofod by 
their Supervisors , 

A written brief is provided for each briefing. These 
briefs are usually aimed at a particular level and this is statod 
on the brief itself. Some topics may be of importance only to 
Foremen, for instance. Office Supervisors would not be briefed 
on this. 

ft ) Frequency and Duration 

Briefing groups are called together irregularly, averaging 
once in six weeks. They last for 10*15 minutes unless longer is 
required, in which case as much time as is necessary is allowed. 

5 ) Special Problems 

The Company found that its organisation was unsuitable for 
briefing, so it physically reorganised itself within its building, 
so that those who would attend a group were situated close to 
each other. 

Some distortion was found as Information came through some 
groups and some Supervisors were found not to have briefed. 

A particular problem was that, although Union Officials were 
saying that the Company needed to communicate with its employees 
more effectively, the Shop Stewards resented briefing groups and 
processed official complaints and grievances about this. The 
Company persevered with briefing and the Shop Stewards have now 
accepted it. Nothing controversial has yet been briefed end 
trouble is expected should a subject of a controversial nature 
be used. • 
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Employees were enthusiastic about briefing and would have liked a 
broader range of subjects to be briefed. They did not know that their 
Shop Stewards had any objections to briefing. Supervisors thought that 
the written brief which went with each briefing was very useful when 
carrying out their own brief, as it aided accuracy. 

7 ) Group Siz e 

The size of work groups varies from 6 to 40; in the latter case 
the group is divided in two for briefing. The average group size is 
less than 20. 

8) Successful Brief 

There have been no outstanding successes due to the limited subjects 
which can be briefed. Christmas holiday arrangements have been much 
simplified due to careful explanation through briefing, and successful 
gift schemes have been launched with the help of briefing. 
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EX AMPLE 7 



This Company is a la rgo brewing group, with 9 breweries, 8,000 
) iconred properties, as veil as subsidiary browors, wine and spirit 
merchants and distributors of soft drinks* There are i 1 . 000 
employees (and a further 10,000 in pubs), 3,000 of whom are al the 
unit described in this example. 

1 ) Responsibility fox- Communicatio n 

Every link in the management chain is responsible fox’ 
communicating above, below, and sideways within i he organisation. 
Each manager is at so responsible fox’ sifting information or adding 
to it i f he wishes. Most forma I briefing 1 * -at prosent initiated 
by the hoard and morn was found t o bo sifted than added as the 
bx iefing was passed through the organ t sat i on , 

The Company has a very good pox manor t instruction on commun- 
ication, much ox' which is about downward rommuni eat i on by briefing 
groups . 

2 ) Reasons for Introducing Briefing Groups 

Briefing groups wore introduced by tho Board at a time of 
jo organisation and expansion in orrtor to strengthen and underline 
the extended chain of command by more systematic communi r-ati on. 

Tho aim Is to pass on decisions for action, togothor with tho 
reasons for them, and to keep ov'oryono as fully informed as 
possible of 4 ho Company 1 s policies and art! vi tier. The oppoi' tun i ty 
fox' questions and nnsvors at, h vei'bal briefing is considered 
essential to ensure i. udexs tandi ng . which ,s so often lacking when 
information is written. 

Briefing groups ax o also used for upward o ommuni ra tl on among 
the staff, since thorn is no represent n i i vo system available In 1 he 
Company for mombors of tho staff other than direct personal across 
to a Director arranged through an individual s Head of Department. 
The aim of this use of briefing groups i.- to ensure that, conmuni 
('nil on runs through the lino of mnnagomon* and that managers are 
not by - pa s sed » 

3 ) Procedure for Briefing 

Aftex a Board Mooting Directors brief senior managox's or else 
a briefing letter may bo sent lo every senior manager stating In 
detail vhnt should be briefed. For example, the Production 
Director briefs his Heads of Department, who sen their deputies 
and scrlon heads together, and they, in their turn, son their groups 
of supervisors, or foremen and charge hands. Each super v i sor , 
foremen and charge hand then acts as management's spokesman to a 
g; oup of employees. 

Shop stewards are brlefxd at the same time as foremen but 
sepn j ,« t o ) y , N 

Originators axe responsible* for defining the level to which 
Information should go, and for stating this in a written 
f Management Brief which accompanies the briefing. 
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This procedure is not applied so formally at lower levels 
and the managers have discretion in what they brief, except in 
specified cases. Communications originating within a department 
are transmitted in the manner that the originator wishes. This 
usually means that a subject suitable for briofing is communicated 
in writing or through workers* representatives. 

An arrangement has recently been introduced to ensure that 
briefing and consultation of staff takes place on a regular and 
consistent basis. Managers responsible for briefing are required 
to complete a short Staff Briefing Report on a standard form. 

Th is covers: 

1. Matters raised by staff for which an answer is required 
from the next line of management. 

2. Matters raised by staff for which answers have been given. 

1. Record of othor subjects briefod. 

4. Record of subjects on which ronsu] tation has taken placo. 

Copies are pussed to the managers boas, end Heads of 
Department are axpected to summarise in their report all significant 
items in the reports of their subordinates. 

h ) Frequency and Duration 

Briofing groups are callod together at irregular intervals. 

This may be as frequent as weekly, but managers aro required to 
hold not Jess than two briefings in a quarter. Thore is no statod 
length of time for briefing and wide variation was found between 
dopar tmo/ 1 1 s . 

5 ) Special Problems 

This is a Company vcith an extremely nomplox organisation. 

There is more than one Board, so Directors from the Main Board 
may bo found communicating to other Boards. This increases tho 
number of levels through which briefing must tako place. 

There is a large transport organisation which is difficult 
to brief as the drivers aro not normally there in groups of any 
sizo. As far as possible, however, transport foremen do brief 
transport crews in groups cf a dozer or more. Failing this, a 
notice is posted which all must read when they come in, and ft 
man is present of whom quostions may be asked; or elose a 
briefing note iu passed around the department for signatures 
instead of verbal briefing. 

6 ) Opinion 



The management were a little disappointed with the results 
of briefing because, although communications were found to be 
better, they were not dramatically improved. 

The men thought it was much improved in those departments 
which were briefing veil hut could dec Jlttle value in it where 
it was not being practised. They still thought that the idea 
was good. 

er|c 
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7 ) Group Size 



The avorage group size is about 18, rind, with the exception 
of tne Transport Department, never more than 20 people, 

8 ) Sucj . essful Brie f 

A successful brief was carried out on the subject of 
wage parity for the same work between males and females. Since 
briefing groups for staff are also used as an opportunity for 
staff to raise any question concorning their conditions of service 
or thoir work, the issue of wage parity was raised. An answer 
followed very shortly and action was taken within three weeks. 

This took the heat out of a potentially controversial situation, 
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EXAMPLE * 



This Company 3 s a parent; of 'to siibsi d j ar • «h in shipowuing, ogen i. s , 
brokers. ships suppliers. r»l ovudoros and on^i ijopj s * Tho Company 
has 8,617 '*mpl o yoof, , most; nf whom »ro in ships ai sea. 



The rosponw 1 b J i 1 y for cmninnni raU on may bo divided i n I o 
ho ili.t 1 ir ■ * areas, those of shorn and shipboard. Ashore, 

Company Managers and Hoads of Departments are responsible for 
c.oinmun i ca f i on , whi In at sen, Captains arc ontiraly roponsiblo. 
between tho two areas, -ships may be ted by leLter, signal, 

or to. la phono when in port. Soirct of this is done by Managoj s 
and some is done sporif IcalJy by tho various Depnr tinon t s co neerned. 

2 ) £0 a_? °}± |l for Inirndno i ng Briefing Or oops 

Twn typos of briefing a re oporntod, HrJofing groups are 
hold ahrntj d ships and discussion groups uro held for nonior 
nf f * r ors ashore. 

The Company believes that people work hot lor and are mure 
.satisfied with life If they know about and understand things 
whirh a f foe I tho Company or affect thorn personally. 

'1 ) Pr oro dn rti for hrieflng 

This is done roguJariy on board ships through the u .sir:) 
chain of command, Ships tend to have struoiuros which already 
encourage a form of briefing but the Company has extended this 
and recognised that 3 1 . ran bo dotaiJod and described. Each 
ship, therefore, has u written structure for briefing which 
starts with tho Captain, or tho Staff Captain in h i s absonco- 
The Captain briefs Hoads of Departments, who In turn brief their 
subord I nat e s , The maximum number of briefings in the examples 
gi sen Is four, hut throe levels including tho Captain s briefing 
group is mono usual. 

To prevent briefing material being garbled, \ wi j 1 ten nolo 
11SIIII My ar i'ompan Los any subject which is to bo communicated to 
all 1 a < 1 1 ) g .s . 

Tho Senior Officers arc briefed id discussion sessions in 
London every two years on average. The Company would lik< to 
cti\rr fill of t lloin more tToqiiont ly but due to voyage srTmdu iOA 
it is extremely difficult to hove enough off I rets in port at 
the same time lo be worth expending I he amount of senior 
Man age men I & time that is usually given lo these orui.sions, 

Tne Officers ate given a fill 1 day of lectures ami 
discussions, mostly the taller, nvny from both ships ami offices. 
This cm .on rages both upward and downward rmwtiuiii ml Inns In take 
place Quest tons mi any subject may ne asked. 



I ) Pospn ns ibi lily for Communion! io n 
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'l ) F» oipionry Pfid Lftir^tln n 



The Soninr Off! eer s d i sfinssi on groups. which am re s 1 dent 1 a l . 
Ukc |i I r llirno times amn'al l\ but aj on l y about oiu. ,»:,*> t h of 
iho nmrors can attend oa< h meeting. each Otfii.pi attends *uu »* 
ovfli y (.km years. Each moMUn^ lasts linin'# and Is rosMpntbil . 

Shi pbo.u’d br i 13 f i ngs uve moeo frequent Curtain s briefings 
take p.l H^e dnj Jy. but iho.sr; arc mostly for the discussion of 
problems foj the day to day mmdng of the ship. Officers aeo 
one on raged to gi vm reasons with mi dors . Frequency and dural i on 
among these groups vary from group to group and ship to ship* 

For this reason no estimates could bo mode* 

r > ) S ped a I. Pr obl ems 

Tho fact that, ships are LnPrnqmmtly In a port; whom the 
of fioors may bo Kr i of od . makes good rownri I raU nns difficult * 
Discussion groups partly overcome this but tho problem still 
exists 

Tho 'galley wireless' is -o.* i eft'i.ciMjjt in sm h n el.osol.y- 
knit- community, so the* or i of i ng organ i sa t j on must bn hjhmI l y 
M f f i I * i OI i t - 

f % ) O p e n i ori 

Senior 01*11 rots, in answering a questionnaire, generally 
expressed tho view that, discussion groups wore extremely useful. 

It was r 't possible to find nut opinions op board ships* 

G r or j i Size 

Neither the SonJor Officers’ groups nor l.hn shipboard 
br ; »'fing groups usually exceed ?0 members. 

ft) H vi o f 

No oats l. and 1 p rt >\ summssful briefings wot o mentioned, 
possibly because 11 Is difficult to nvrvl M ate tho results 
especially nt shipboard level. 
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EXAMPLE 9 



This Company is a manufacturer of buscuits and cakes. It has six 
factories and depots in all major towns. The Company has 23,000 
employees, 2,200 of whom are at the unit described in this example. 

1 ) Responsibility f or Communication 

Each Manaqer is responsible for communicating within his own 
department. 

2 ) Reasons for Introducing Briefing Groups 

The Company has a high proportion of immigrant labour which has 
made written communication less easy to use, especially if under- 
standing Is required. Even before this time the Company had been 
moving towards Improving Its communication with employees. 

3) Procedure for Briefin g 

The Factory Directors are briefed by Head Office. They brief 
their Heads of Departments who, in turn, brief Shift Managers 
among the men, and Forewomen among the women. Shift Managers brief 
Foremen, and Forewomen brief charge-hands or operators depending on 
the size of the group. 

All the briefings are backed by a written brief down to Super- 
visor level and may be followed by a notice. 

4 ) Frequency and Duration 

Briefings take place irregularly, averaging once every six weeks. 
They usually last for between 15 and 30 minutes but longer is allowed 
1 f necessary. 

5 ) Special Problems 

The di f fering abilities of Supervisors to communicate was very 
noticeable In this Company. Some groups were being briefed extremely 
well while others had never been briefed at all. in general the 
briefing was very well done execpt as concerns shifts. The Shift 
Manager briefs the next Shift Manager. This tends to leave the night 
shift badly covered as extra levels of briefing take place before they 
receive the briefing. 

The rmount of Immigrant labour causes a language problt-m among 
some groups. It Is required that all employees have a good working 
knowledge of English but care must still be taken. 
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6) Opinion 

Briefing was felt to be very useful by all but those who were 
not being briefed. They felt that it was a good idea which should 
be tried in their sections as well. 

Some people wanted the subject matter to be widened, especially 
as concerns departmental information. 

7) Group Size 



Among the men, the group size varies from about five to thirty. 
In this latter case charge hands are sometimes used. Women's 
groups are usually smaller, containing between ten and fifteen only. 

8) Successful Brief 

The theory behind agreements with the Trade Unions has been 
successfully briefed as also was the introduction of a closed shop. 
This probably saved much trouble with those who wished to remain 
non union. 
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SUMMARY 

TIig 1 ‘nl loving point s summarise 1 ho niTongftrion t s for briefing in 
tho iii no ronpanio, 1 * described: 

1 ) Rgajn oiB ib i I r i y 

Ernih niitn.'igor or foreman is rosponsi bJn for r opimnn i rut i on to 
tho poop Jo ho snporv i 30s . 

2 ) Reas on a 

With Mio rapid growth of a company its communications must 

bo improved and systematised. 
i ) Pi (»f n dn 1 ‘o 

The most, rnmm«*a procedure Is for 1 ho fionoral Managor to 
brief Hoads of Dopar t menl s . who bri of foi omen nr super v l sors . 

Tho for onion and supervisors * hon bv^ of (he opoiatlvos H nd the 
/iff i re staff. To avoid distortion of tho most important 
information n will ton brief Is fioqnenf.ly issued its a support 
to t ho vo» bnj e .planntJon. 

^ ) i' rtrpiOiU y and Deration 

Briefings occur once a month. They last from IS viJimtos to 
hall* mi hour f or longer if noresHUry 

5 ) When to Brief 

Tho 1 i mo for bi loflng doponds on t.ho typo of industry and 

tho pattern of work. Dayworki As poop! 3 start work or before 

ten breaks or lunch. Shiftworks At tho start of h shift. This 
may moan holding tho outgoing shift on overt, J mo Hnd brioflng 1 ho 
incoming shift,. Night Shifts The sonior foremen of tho afternoon 
shi ft limy brief the sonior foreman of the night shift. AJtoi 

lint. tidy, the night foreman may be ^aJ.lod in diu i ng the day fur 

briefing 0.1* a manager may come In lit night, in order to brief the 
foreman , 

T f it is impossible to stop production briefing may be 
carried out. near the machines will Jo they are running °r in small 
groups, leaving onough men to nmint-» n production. 

6 ) Op i n i o n 

Tho great majority of employees wore groat ly in favour of 
briefing but some managements wore a JHllo disappointed In It. 

One ( omputiy hoUovos , 1 ml if employees think that briefing Is of 
lilt lo help, they are e II her being poorly briefed or they nit 
being briefed the wrong Information. 

7 ) sj VO 

til on ps vary from 6 to 20 1 n most, companies. Tn larger or 
smaller groups, few questions mo asked 
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ES TABLIS HING A BRIKFr NG SY STEM 

The Industrial. Society has in rorcvit voai s hud cnnsidorahl o 
oxi'o.mjif o r >f assisting or^iii s>- Mons to sot up briefing groups . 
Tho ovidonri: is that * t is niirpri suigl y difficult to cslabl i sh 

an adf;<|i'<i f o and jo liable c oninnm l c a I i on system Ihj'imghin t, an 
organ 1 sa I i nji mj loss management 1 1 eat 1 h i s as n 1 lioroughgo i jig 
exo »v, i so 

Ga ini ng _ man agomont rntnmhmon^ 

Tho OoiHU’aJ. Manager of nn organisation employing about 3,000 
people I'ftt.nrnod from an IndnstrJa.1 Society course and lush'nel.Hd 
his managers in n written bihif to sol up a bringing group system. 
This was J nnf for. Live . Tho solution adopted was to get managers 
find supervisors ingot her for n d»<y to bring out. tho way i ll which 
r ommnn 1 r a I i on affects efficiency and to explain the briefing 
group system to thorn faro to faro. 

With this experience in mind. The Industrial Sooioiy has 
developed an offer live progi ammo for a one day conference in which 
every managei and snporvi sor In the a Vl en i sat i <ni * an participate. 
Tho aim »s to explain and discuss hrlofJng groups in a practical 
way end to gain the eo -operation and commitment of the whole 
mini go men l \ earn for eoniniunical i on by this moans. 

Kn sn r eg 4 systematic realignmen ts 

Expei iouci of such one doy r op formic r s allows t|uH most 
managers and snporvi so.es readily agree that ibis would bo an 
effect Ivn way of improving eommuni rat I on But I his Is not, 
sufficient to ensure that t -ocmiun 1 cat ion duos In foot into pi tun 
reliably and r on si s tent I y . Thoj e must bo n clear system 
Although 1 boro is i Mom foi flexibility and vai ini ions bet ween 
different depar 1 moiit s and groups, the essential requirements 
soem t ti bo « 

l) a dofinod briefing stvoolnrn which indi rfttoa who Is 
»'e s pen s 1 li i e for briefing whiih people at each lovol* 

V) a drill setting out how often norma) briefing musl take 
place. A realistic standard is once a month down to 
supervisors and at. least once it quarter to all employees. 

i) either a written brief or a i n^ulrmpmit llmi Dinar bring 

biiofed should take careful notes nf l ho inf ox mat Ion they 
a»e to pa s s nn 

h) n periodic chock to coiiHi m I hut infm na> ion i s being 
effe. lively passed down Dio lino sn that under stand 1 ng 
ip drlucv ed . 

Pt a t I r e feu first 11 nr? manage » s 

An effective* hi ieflng system jofptiro** managecs and 
sup/ » i i so* s to ,*luy an active pm f In fOptiflUiilcuMon . Two 
difficult t*'f\ expel i enerd aro that 1 hoy may lark the confidence 
to brhf t hf»i V voikpreiip or they assume that the only 
I n f i\i mat 1 on to be briefed eojros from senior management . 



Tl »s useful in provide training for t\ day or oven hu 1 f a day 
wh i eh hoJps them develop their abi I 1 1.) bv ariiial piftr tic« at 
briefing in small groups. Tho training ran also bo used to 
identify mm'ft clearly iho matters in I ho \ j ovn m na of 
respons i b i l 1 ty which people need to nndoj stand 1 t* they ai a to 
achieve high performain « . 

0 otUn g storie d 

Some planning will he nendod for the start of tho new 
system. Jn particular whore employees aro in unions it is 
important that union representatives should understand that 
this foKi of communication is not intended to undermine their 
proper role. A useful starting point may ho safety or training 
talks* foil owed by subjects like costs and futmo plans. It 
should then be possible to tarklo more contentious subjects, 
and finally, with agreement and with 1 hu shop stowai d playing 
his part. Joint managemont-wn i on mat tors* 
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INDUSTRIAL SOCIETY SERVICES 



The following services are available for member companies who 
want io improvo downward communication: 

Information material 

The Society s information department has examples of company 
practice covering communication policies, briefing group 
structures, written briefs, newsletters, magazines, not J coboards , 
and employee handbooks, 

Advisory service 

Specialist staff aro available to advise on a company s 
communication arrangements or to carry out an investigation and 
make recommendations* 

Establishing a briefing group system 

A specialist advisor will lead a one day conference in a company 
on improving communication by means of briefing groups* Other 
aspects of communication can also be covered. 

Courses and conforonces 

Regular one and two day courses are held in London and regional 
centres: 

for directors and senior managers on organising an effective 
communication systom* 

for middlo managors and senior supervisors on carrying out 
communication in practice. 

on effective spoaking for managers. 

In company coursos on communication can bo 
of management to meet tho particular neods 

Publ lea t ions 

Tho Manager s Responsibility for Coraiminica 
Improving Industrial Communication (50/-d. 

65/ -d . 

F ilmstrips 

5-10 minute sound filmstrips available for 

Briefing groups. 

Briefing groups in tho office. 

Communicating with scattered units* 

Can you give an order? 

How do you communicate? 
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ERIC Clearinghouse 

JUL2 6 1971 

on Adult Education 



arranged for all lovels 
of a company. 



1. 1 on (7/jd.) 
members , 
non-members / 



sale or hire include: 



